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SUBJECT: Substentive Post Nortems

1, My swan song for the yemr. I énd wp with very negative
conclusions, However, in view of the heavy work load coming up and
the persormel shorteges, I think it advisable to look long at the
magnitude of the Job and the probsble commensurate retwns before
exbarking on this project. 40

2, Firet, it is imprsotical to post morten our emtire production
of estdmates, For exmmple,ivseful purpose would be served by assessing
the soouraqy of estimetes vhich dealt with the probable consequences
of eventa nover took plase, It is also dowbiful whether it
would be worth the effort to post mortem those estimates which are
rerised on an amusl bagis, revisions themselves sexve as the
substantative post mortem, The amuel Bloe papers fall into this
ohtegory, as do several of the major countyy papers. It would alrost
be safe to conclude, for exmmple, that the validity of a given
estimste (such as the Jorth African or Latin Ameyican papers) is in
part determined by the smount of time which elapses before it needs

revision.
3. Another diffieulty is the usefulness of post mortems on

sstimates on situvations which dape what

astion the US takas, o __ the
Sueg dispute, | Guatensla, Trieste, eto,
If deweloprents In these axroas do mot ceme out as predicted by ug,

it is not necessarlly that we estimated wrong, but merely that the
US tock the required steps to rrevent our estimate from proving
sogupate, 4 good example of this was owr estimate in 1922 that the
Shah was through, Our estimate would zlmost certainly have been
scourate had the US not taken decisive action,

L. A further category of estinmstes not usefully post mortemable
are the very long renge pspers = such as The Outlook for “estern
Eurcpe over the Next Decade,

Se ?imny there is no use ruming = post mortem cn an estimate
vhich hes not yeb run out, |
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6, A far more fundemental obshtacle to a useful substantive
poat mortem derives from the basic nature and purposes of estimates,
possibly even from nisconcepbions sbout the meaning of the word
eebimate, An estimate need not be equated with a prediction, It is
folly to expect anyone to predlot preclsely what will happen.

Yot spegific future svents sre essentlally unpredictable, Therefore,
& box seore on our predictions of specific fubure events is by mo
moans & true measure of our sugeess or failure. A far more accurate
yardstick is ow ebility to ostimate the main forces or trends at
work $n the world or besring on a given problem, Such an estimate
is more wvalusble to the policy maker then ay number of precise
prediotions of specific events, It provides him with the kmowledge
ke nestts in order to decide what to do sbout a situation, HNowever,
the more our ostimates are guneral discussions of basie forees snd
trends, the harder ifls to delermine unequivocably and meaningfully
through & post mortom how acouwrate we were,

7. This leads to the proposition that a substantive post mortem
on the dbulk of owr "probahle dewlamntsmpmm is really no
move nor lese than a now sstimste, To deter: whether whaet we
said two years ago shout West Jsrmany is ooming true requires almost
a8 much vesesrch as would be needed for o new estimate, And alter
you had finished 8 new estimate of the current situation in West

there 1s no guarantec that it would be in such a form as to
pernit mesningful corperison with the old one,

. 8. As & further consideration, it is difficuli to see how &
substantive post mortem gan be directly useful in producing new
estimates in the fMuture., A post mortem on a two-yeareold estimste
way well in effect be one group of perscns in 1954 critieising the
work dome by an entirely different group of people, who are maybe
no lomzer even in the govermment, Who, therefore, does a post mortenm
of this kind edusate? lorsover, how would it be posalble to determine
why a wrong estimute was made? The nost that could be galmed would
be a slearer idea of the kinds of specific fubure events it would be
wiser not Ho atitenpt to mredict,

9. One can coneclude from the foregoing that a post mortem is
an stremely difficult thing to prepare, However, in antieipation of
the Clark imvestigation, we could certainly emtract quotes from past
estimates which showed us in good light, On the other hand, an
irmpatigator with only rudimentary Insight should casily see that z
different set of extragts in different context gould ug lock
pretty bad, It would be eagy for him to comclude thal we were merely
trying to whitewash ourselves,
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10, In conclusion, an overall comprehensive post nortem would
almost perteinly not vroﬁm results commenswrate with the effort
inyalwed, A box sgore on specific predictions would be misleading
and not & true meagure of owr success. A brief essay type paper
lsmongirating that we had conslstently produced timely and accurate
wﬁmaofthemgerwmammreea in the world ag a guide to
policy makers might be of some vaefulness, This should include
s glear m&itim of the puwpose of ouwr estimates as touched on
in paragraph 5 above.
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